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Introduction

Lessons on Achieving 
Managed Services Growth
Smart MSPs never stop learning. In today’s MSP 2.0 world, this means MSPs who want 

to succeed need to master more than just ever-changing technology. The business of 

managed services is hotly competitive, so even if you are the Bill Gates of technology, 

without constantly improving your business skills and processes you’ll find that you’re 

playing a losing hand.

Here’s the deal. There are all levels of managed service providers – and some 

companies are now thinking about joining the game. VARs, for instance, are 

dependent upon large one-time payments from clients for projects, with little or no 

recurring revenge. This model has served them well for decades. However, two things 

have happened that threaten this business. Major hardware and software vendors, 

through direct sales, are increasingly competing with VARs, and the cloud model is 

cutting into VARs on-premises infrastructure business. A double whammy indeed.

Small- and mid-size MSPs, meanwhile, are now squaring up against larger regional and 

global service providers sometimes called ‘Super MSPs.’ To keep pace, these MSPs 

must double down on better ways of selling, marketing and delivering services to clients.

Large ‘super MSPs’ have their own issues. The larger they grow the more they are put 

in conflict with large vendors with consulting organizations, cloud services and even 

managed services akin to what dedicated MSPs offer. To keep growing and stave off 

this competition, large MSPs must constantly up the ante if they want to come up aces.

Our 21-part guide to total MSP success is designed for MSPs at all levels, as well 

as those considering entering this market. In this guide, we shuffle through everything 

from building a business and developing a high-level strategy, to sales, marketing, 

metrics, contracts and statements of work. You’ll also learn the ins and outs of hiring 

and retaining workers, bundling services, targeting verticals and delivering security that 

trumps your competition. 

We hope you enjoy our ‘A Winning Hand: 21 Cards to Play for Total MSP Success’ 

eBook and that it increases the odds of your ultimate success.  
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Building and Tuning a 
High-powered Sales Engine
Probably the single most important aspect of running a business is sales. Sales 

are the life-blood of the business: without sales you don’t have customers; without 

customers, you don’t have a business.

And it doesn’t matter if you’re talking about a small MSP where the owner wears the 

sales hat or global MSP with a large international sales team: selling well depends 

on having the fundamentals right. Before you pick up the phone and make your first 

prospecting call, you need to prepare. This means more than going to the prospects’ 

website and finding out the name of the IT person. 

This chapter assumes that you’ve already read the chapter on marketing and demand 

generation — that you’ve already taken stock of the main customer pains that you 

address; positioned the benefits and value of your services versus other competitive 

options; and have created a prospecting and demand generation program to bring 

prospective clients to your attention. If you haven’t, you might want to workshop 

through that chapter before reading ahead.

The Power of a Documented 
Sales Process
The point of creating a documented sales process is the same point as creating any 

other process, such as a customer onboarding process. By documenting a series of 

defined steps, you increase the chances that the process routinely results in:

Predictable Outcomes 

You need to be able to predict how much new and recurring revenue you’ll have next 

month, next quarter and next year. This type of predictability will enable you to effectively 

make sound business decisions around staffing requirements, investments in new 

service offerings, and so forth.

Repeatable Activities

Each sales opportunity may be unique, but you can’t afford to create a totally unique 

sales process for each opportunity. 

Scalable Process

If you have a set of actions that lead to a predictable set of outcomes, you can 

confidently hire and train a salesperson to be successful.

Each sales 
opportunity may 
be unique, 

but you 
can’t afford 
to create a 
totally unique 
sales process 
for each 
opportunity. 
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The Sales Funnel
The flow of potential sales opportunities as they move from an initial prospect to signed 

client is often referred to as a sales funnel. The funnel is divided into a series of stages. 

For a prospect to move from one stage to another, the salesperson, or the prospect, 

needs to have completed a defined set of actions or met a defined threshold. At each 

stage, you can set the likelihood of this deal closing having achieved those actions and 

thresholds. As you go down the sales funnel, the likelihood of any deal in a particular 

stage becoming a win should increase. 

A typical sales funnel has the following stages:

Stage 1: Prospects

At the top of the funnel are leads from your web-based or outbound demand generation 

activity. They either show up in your funnel through online registrations or because your 

sales folks have identified them as likely prospects.

Stage 2: Qualified Prospects

At this stage, your sales folk need to reach out to the prospects and start the process 

of qualifying how good the potential for business is at this company. If the prospect 

came into the funnel through an action on their part, some qualifying questions might 

have been answered as part of their filling out a form. If the sales person is doing total 

outbound calling or emailing, it might take more effort to get the prospect to engage in 

a conversation.

You get to decide the qualifying criteria. It could be quantifiable such as number of 

devices or employees, having an identified budget for the service or project, or having 

the willingness to take a meeting. It might be something a bit more qualitative, such as 

their interest in moving business applications to the cloud. The qualifying questions can 

vary depending on what service or projects you are trying to sell. Obviously, over time, 

you might realize some qualifying data isn’t useful in sorting good from poor leads, or 

vice versa, and you can adjust the criteria accordingly.

Remember, qualifying a prospect out is just as useful as qualifying a prospect in. 

The less time your sales team spends on leads that are going nowhere fast is more time 

they can spend on prospects that might actually sign on the dotted line. In addition, 

remember that the qualifying stage may need to be broken down into several sub-

stages. The point is to identify those criteria that move the process forward and indicate 

that this opportunity has a higher possibility of closing successfully than it did before.

Stage 3: Proposal/Presentation

At this stage, you should know almost as much as the prospect about their business 

The less time 
your sales team 
spends on leads 
that are going 
nowhere fast is 
more time they 
can spend on 
prospects 

that might 
actually 
sign on the 
dotted line.
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as it pertains to the service/project you are selling. You understand the pains they are 

experiencing with their status quo situation; you have discussed any other competitive 

options they are considering (including staying with the status quo); you have a handle 

on the company players and their own personal/business objectives. You have asked 

questions and really listened to their answers. You are now in the position to go in, 

layout the roadmap for how you can help, and ask for the business.

Stage 4: Handling Objections

Here is where the rubber meets the road. The conversation has now pivoted from 

benefits and business gains to cold hard cash. This is when prospects poke holes in 

your proposal; start to get cold feet about making any changes to their processes; 

and/or position for negotiation. However, if you have properly handled the qualifying 

process and established trust with your prospect, you are better able to address 

these objections.

Stage 5: Closing

Some sales people are so focused on ‘selling’ that they may either 1) forget to ask for 

the business and close the deal or 2) not hear the ‘yes.’ No matter where in the sales 

funnel you are, always be alert to opportunities that could help you close the deal faster 

than you may have initially thought.

Stage 6: Customer Follow-up and Loyalty Programs 

The sales process doesn’t really end with a closed deal, of course. You need to ensure 

that you have the proper processes for appropriately managing client renewals, as well 

as opportunities for upselling and cross selling your services and offerings.

You need to 

ensure that 
you have 
the proper 
processes 
for appropriately 
managing client 
renewals, as well 
as opportunities 
for upselling and 
cross selling your 
services and 
offerings.
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Sales Pipeline
Sales pipeline is sometimes used interchangeably with sales funnel. In many ways, they 

refer to the same process and have the same end in mind – visibility into prospects that 

you are currently talking to (including potential new business from existing clients) and 

an estimate of how likely they will lead to real bookable revenue.

A pipeline workflow (versus a funnel workflow) is more likely to: 

� Make the sales person provide an estimate close date for each opportunity they 

 are working on

� Prorate the total potential revenues in each stage by their likelihood of closing, and 

 then total these prorated amounts for a pipeline total. 

� Note that this total has to be for a period of time based on the estimated close date

� Include renewals as well as new business and upsell/cross sell business

� Track the days each prospect individually stays in each stage versus the average 

 prospect in that stage
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Customer Relationship Management
Customer relationship management (CRM) is a term that comprises the processes, 

strategies and technologies used to manage and analyze your interactions throughout 

a customer lifecycle.

Sales Enablement Tools 

As your sales process evolves, you will find that there are some tools that help acceler-

ate a prospect through your sales funnel. Typically, sales tools include services collateral 

to either hand out in person or attach as pdfs to emails, client case studies, sales and 

prospecting phone scripts, web content, sample emails, ROI and payback calculators, 

and templates for proposals and statements of work. 

Make sure you can explain the value of your offering very clearly. Have clear leaflets and 

web pages that outline each of your offerings. If you have tiered service levels (which is 

recommended), make sure you have a simple price list ready to include with brochures 

or hand outs (make sure these are printed on a separate sheet, as prices do change). 

Again, your exact set of sales enablement tools will be unique to your own situation: 

your ideal customer, your competitive positioning, the services and projects you are 

offering, etc.  

Track, Track, Report, Analyze, and Repeat

You can’t hope to create a predictable, repeatable process without actively managing 

that process. Again, like any other aspect of your business, you need to institute ways 

to track the progress of your overall sales pipeline as well as each individual sales 

opportunity.

Sales pipeline meetings – where you and/or your sales team review the overall pipeline 

to make sure it’s healthy and on track to meet your new revenue projections – should 

be scheduled at least monthly. Meetings to go into individual sales opportunities should 

be held more frequently, especially for new sales people or when your sales team is 

selling a new service. In these meetings, identify what the roadblocks are for moving 

the deals forward and brainstorm on ways to remove these roadblocks. Remember, 

sometimes the best move is to walk away from a bad prospect. Don’t let the ‘sunk cost 

fallacy’ (i.e., thinking that you should spend more precious time on a bad bet based on 

the precious time you’ve already invested in said bet) make you and your sales team 

spin their wheels with a prospect who is not a good fit for your business, or is a peren-

nial ‘tire kicker.’ Another benefit of close tracking is that you can build in expectations of 

when a particular deal is expected to close (or should close) based on how long it’s 

been sitting at different stages of the funnel. 

Make sure 
you can 
explain 
the value 
of your offering 
very clearly.
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While every opportunity will have its own unique characteristics, averages will emerge 

over time that will be helpful for planning and evaluating sales efforts. For example, 

you might find that your average deal takes 90 days from initial lead to signed SOW. 

In addition, you will discover what percentage of new prospects, on average, advance 

to the Qualifying stage; what percentage of these prospects advance to Presentation/

Proposal stage; what percentage at this stage typically advance to the Objection 

handling stage; and, finally, what percentage on average is a successful Closed 

opportunity.

In addition, write a quick summary after a deal closes to document the main drivers 

for your success. Consistent review of these summaries can help identify new trends 

that can help your sales efforts become more efficient. Equally important is to honestly 

assess why you lost opportunities so that you can use this insight to improve your 

sales process. Perhaps you are losing to competitors for a reason you can address, 

potentially increasing your chances of future success. Perhaps you are losing to ‘no 

decision’ and should understand if 1) you are not accurately qualifying out prospects 

who are not good prospects or 2) not describing the benefits of your services in a 

compelling enough manner. 

CRM Technology

CRM software systems help your sales team become more productive and efficient. 

A CRM solution should enable you to easily enter new opportunities (both for 

prospective and existing clients), the company details and contact information for the 

employees of that company, as well as track all activities pertaining to that opportunity. 

You can define the stages of your sales funnel (or pipeline) and assign the probability 

of a successful close at each stage. 

Reports on overall pipeline, by sales team member or division, by service offering, 

and more, can now be easily shared and reviewed – and will always reflect the latest 

information.

As importantly, your CRM system allows for a simple, clean handoff of all pertinent 

details to the rest of your organization once the deal is closed. This handoff allows for 

a seamless transition from the client’s point of view as they move to the part of your 

organization that will deliver the goods and services. Project management, service desk 

and ticketing, and billing and finance should automatically get all the information they 

need to do their jobs in relation to this new engagement.

CRM software 
systems help 
your sales 
team become 

more 
productive 
and 
efficient.
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Hiring, Training and 
Managing Sales Pros
Sales may be the most important role for the business. You need to make sure that 

you hire the right people with the right skills and build the right organization for them to 

succeed.

Planning For Your First Sales Hire

If you are only going to have one person for this position initially, then they will, of course, 

spend more time on sales than management. This should fit the business anyway, as 

the first few people involved in the business should be reasonably self-sufficient and 

shouldn’t need ‘managing.’ 

Salespeople usually get a base salary (or possible a retainer), which is what they get 

paid every month even with no sales. They need this to survive, as it can take between 

3-6 months to build a sufficient pipeline that is producing revenue. 

If this is going to be the first sales person that you take on, you will need to be very 

careful in your selection. A sales person can be a large financial burden, especially as 

they are learning your business.

As a rule of thumb, you should plan on paying the cost of a salesperson for up to 

6 months without them bringing in any new sales. Hopefully, this won’t be the case, 

but you should plan for this scenario. If you can find a sales person who can bring a f

ew customers with them, that can be a huge benefit.

Most sales people are motivated by commission. By making sure they get a good 

share of their total compensation via the commission on each sale, you will ensure 

they are always hungry for the next sale. Commission rates need to be sufficient to 

be motivational, but not so much to impact your profitability for each new sale.

Sales people sometimes get paid based on an On Target Earnings (OTE) metrics. 

This means they need a sales target expressed in terms of revenues. They also need 

to know that the targets are both realistic and achievable. 

Be prepared to negotiate the basic vs. commission split on wages. To lower your risk, 

you can offer a lower base salary, but give a higher percentage per sale. This allows you 

to bring on board a good sales person at a lower cost. Be very suspicious of a salesper-

son who isn’t interested in a good commission package. The main thing of importance 

should be the OTE, how much money they can make if they achieve their targets. 

The trick is finding the right relationship between base and commission as a percent-

age. An average sales person may expect this to be 50/50, but a good sales person 

As a rule 
of thumb, 
you should plan 
on paying the 
cost of a 
salesperson for 
up to 6 months 
without them 
bringing in any 
new sales.
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should be thinking more about 40/60. That being 40 percent of their wages will come 

from base salary, and 60 percent will come from commission. 

On a 50/50 plan with a salesperson, you would only expect to pay perhaps a 10 

percent commission. But as the amount of money the salesperson is paid from 

commission is increased, the percentage will need to increase as well to reward them 

for their increased risk. You will need to negotiate, but perhaps 15 percent for 40/60 

and 20 percent for 30/70 might be a good place to start. You may need to change 

the sales pay in the plan to reflect this.

Building Pipeline

Building sufficient pipeline is the key to sales. A pipeline is everything that a salesperson 

is working on, from initial contact through to negotiation. There is a gap of time, usually, 

between the initial contact with a customer and when they actually sign up. As we 

discussed above, you need to have the right processes in place to track and measure 

the pipeline.

Before you hire, you need to plan how this pipeline will be created. Will most of the 

pipeline come from direct prospecting efforts by the sales person? Or do you have a 

demand generation engine bringing in new leads? You have to make sure that whatever 

plan you have will keep new leads coming into the top of the funnel in order to ensure 

the right amount of targeted business closing each month.

Hunters and Farmers

Some sales people are known as hunters. They are the ones who are best when 

searching for and closing new opportunities. This means they are capable of ensuring 

that the highest possible percentage of prospects that can be turned into paying 

customers will be.

This does not mean that all or even a large percentage of your salespeople need to 

be hunters. Depending on your client mix, you might also want sales people who are 

solid ‘farmers.’ Farmers are usually account managers. That is they have a number of 

existing customers given to them, whom they tend to and work with to identify ways to 

get more business out of these accounts. 

Sales Training

Don’t be discouraged if you have higher turnover for your sales group than other 

internal groups. Many salespeople are only effective selling one type of product or 

service for a few years. Sometimes you might hire someone who had success with a 

different type of selling, but they can’t find their footing in your particular business. 

Take a lot of time to choose an effective salesperson that will work for your business 

and will relate well to the type of customers your business will attract. Have them spend 

Take a lot 
of time to 

choose an 
effective 
salesperson 
that will work for 
your business 
and will relate 
well to the type 
of customers 
your business 
will attract.
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a lot of time explaining their previous sales targets, and how they reached them.

Have them explain how they will help find customers, and what techniques they can 

use to bring customers on board. Use your instincts with salespeople, and don’t pick 

the ‘flashy’ salesperson, but the one that understands and suits your business.

This is when having a documented, predictable sales process will optimize your ability 

to bring new sales hires up to speed as quickly as possible.

Sales Management

A well-functioning sales team is critical to the success of your business. People spend 

their whole careers learning the intricacies of selling. If you can’t do this yourself, be 

smart – admit you can’t do it, and hire someone who can. Then spend all of your time 

learning from them, and understanding how sales fits into your business.

If you are going to have separate salespeople from your management, then you will 

also need to consider who will make a successful manager for your business. That may 

be you, or perhaps you would rather have someone else looking after the detail so you 

can concentrate on the overall business. 

First and foremost a manager is there to look after the people. If you have the right staff 

they should know what to do. The manager is there to make sure they have everything 

they need to be successful, and to help them to all work together effectively as a team. 

A manager needs to be able to motivate, understand and reward all of your staff, while 

also reviewing their pipeline with them on a regular basis. Since sales is stressful – with 

many ups and downs – a manager should be able to motivate their team to constantly 

be striving to do better and better. In addition, a manager should also have a good 

foundation in business, an understanding of technology (both its benefits and 

challenges), and a creative, problem-solving approach. 

The manager 
is there to make 
sure they have 

everything 
they need 
to be 
successful, 
and to help them 
to all work 
together 
effectively as 
a team. 
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Creating the Most Helpful 
Service Desk Possible
If there is a bread and butter aspect to a successful MSP, it has to be the service 

desk. Here is where the rubber meets the road, client IT problems addressed, and is 

the focal point for how clients interact with your company.

A mediocre or substandard service desk is a death knell. In contrast, a superb service 

desk creates customer loyalty, SLA compliance and great word of mouth. At the same 

time, such a desk is efficient, creating more revenue and profit opportunity.

Building an optimum service desk takes thought, planning and careful execution. 

Here are critical areas to focus on, starting with staffing:

Rightsizing the Service Desk

The goal for staffing is to have the exact right amount of workers to keep customers 

happy without overspending on manpower.

Just as a MSP’s overall business is driven by metrics, so is service desk staffing. 

How fast are problems being resolved; what percent of service desk workers’ time is 

spent on customer issues; are calls and tickets increasing or decreasing?

How to Hire Staff

Your service desk staff doesn’t just man the technical front lines: they are the face of 

your business. You need to choose techs with personality and knowledge.

Larger service desks have defined hierarchies which can be many levels deep.

Some MSPs have service desk analysts that interact the most with customers. 

These analysts give clients the news that there is a problem such as an outage, then 

log the incident and see it through till it is resolved, whether they do the work or have it 

handled by a problem manager.

With this high-level view, analysts can make sure that SLAs are held to, and work with 

customers if the SLA is in danger of being violated or there is a service problem where 

compensation is required.

Many times, there are Team Leaders in the service desk, a high-level position that helps 

set a path for service desk improvement and development, and oversees customer 

service. These leaders are responsible for providing a steady stream of current fixes, 

and making sure they are implemented. 

Building an 

optimum 
service 
desk 
takes thought, 
planning and 
careful execution. 
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Here, obviously, the ability to manage a technical staff, as well as being technical 

themselves, is critical.

Above the team leaders might be a Service Desk Manager. The buck stops with the 

Service Desk Manager, who is responsible for hiring and managing overall operations.

How to Keep Staff

Many successful MSPs like to promote from within. As a result, they hire new employees 

for the lowest level positions such as a Problem Technician, train them, and then help 

them rise through the ranks. This is great for morale, and your future service desk 

managers will be steeped in your technology and company culture.

This should be the basis of defined career paths for service desk staffers – and likely 

includes moving beyond the service desk one day

Setting Staff Hours

The longer your tech staff is available, the better. Try to set up a schedule that makes 

maximum use of what you have. There is no sense in having 10 problem technicians on 

duty at the same time when some are barely working, and having no one for the rest of 

the day. Setting shifts solves this problem.

At the same time, you know that some times are busier than others, so during times 

of heavy demand make sure you have enough staff working. Part of this is having a 

backup staffing plan for when some of your techs are unexpectedly absent.

Why You Should Push Self-Service

There is something special about the personal touch that exists between a client and 

service desk staffers. But not every problem requires that one-on-one interaction.

Many issues can be handled on a self-service basis where the client logs into your 

ticketing system (through a subset of what your own techs use), logs their issue and, 

in some cases, can have it resolved all through the self-service portal. Sometimes this 

can be a simple set of instructions such as how to install a printer or deal with a hung 

browser. These issues can be dealt with by building a knowledge base and keeping it 

updated as new issues arise.

Empower users with the ability to conduct authorized changes on their machines so 

busy MPS administrators don’t have to. Create a series of automated procedures that 

installs approved applications, updates software and installs patches, and add self-help 

articles and documentation to a publically accessible knowledge base. Not only does 

this reduce ticket volume, and free up time for the MSP staff and speed up resolution, 

it makes users feel like they have a stake in the health of their PCs — which goes a 

long way toward preventing careless user error.

The longer 
your tech 
staff is 
available, 
the better. 
Try to set up a 
schedule that 
makes maximum 
use of what you 
have.
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Another advantage is the customer doesn’t have to wait for a call or email back, but 

can get the ball rolling right away – giving them a sense of control.

This approach is also cheaper, meaning an MSP can charge less for service desk help 

if they need to remain competitive.

Use Standard Tools and Processes

There is often a balancing act between MSPs and their clients where clients want the 

service provider to support the tools already in-house. That can be a big mistake. 

Not only would the MSP have to support myriad systems, they wouldn’t get to use 

the systems they have carefully vetted and mastered.

When it comes to tickets, MSPs should push back if the client wants to use a tool they 

already have in place. Once the client sees tickets handled smoothly and quickly they 

will thank you for sticking to your guns.

This also makes your service desk agents far more productive, increases your profits 

and gives you more flexibility in how you price out your service desk activities.

Six More Best Practices
Best Practice #1

Streamlining the Service Desk Leads to a Lower Operational Budget

Corporate America long ago learned that creating operational efficiencies is the way to 

“do more with less.” MSPs chant the same mantra. That is why service providers drive 

to support a growing volume of systems with fewer technicians. Much of this is due to 

IT automation. But more efficient service/help desks also help. 

Here’s how an inefficient service desk works. Tickets are manually created, tracked 

and resolved— and touched by multiple technicians. These inefficiencies slow time to 

resolution, decrease user productivity, and bloated management overhead makes the 

MSP’s lives miserable. 

A better approach is where the MSP service desk acts as a hub of knowledge and 

predefined IT processes automatically flow through a central repository.

Formerly tedious and mundane tasks that used to get bogged down in the bureaucra-

cy—such as requesting new software, or upgrading hardware –- are streamlined.

Best Practice #2

Centralize Ticket Processing

Email, the phone and Post-It notes do not make a good help desk system—yet many 

MSPs use a variety of media to track help desk tickets. Centralizing the process in a ser-

vice desk allows MSPs to analyze, track and never lose a ticket while getting the most 

out of their staff and reducing time to resolution. Some MSPs assign any ticket to who

Corporate 
America long 
ago learned 
that creating 
operational 
efficiencies is 
the way to 

“do more 
with less.”
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ever is closest—the same process seven year-olds use to decide who does the dishes. 

A more worthy approach is that when a ticket comes in, a pre-determined process 

makes sure it is assigned to the technician with the most appropriate skill set—regard-

less of location. Users should also be able to create, track and update their tickets from 

a user portal, ensuring they are continually updated on their status.

Best Practice #3

Define Ticket Flow and Escalation Process

Top MSPs create ticket flows that ensure the most efficient and effective way of dealing 

with tickets. Upon creation, users could tick a few categories for better routing and 

escalation, and tickets then sent to a team of people who can deal with the issue 

quickly and appropriately. 

This way the MSP team doesn’t have to analyze each ticket as it comes in—a bottle-

neck that can slow the resolution process. 

Best Practice #4

Automate Ticket Creation

In a modern service desk, users don’t have to be the sole creators of tickets. 

Monitoring technology can automatically create tickets when certain thresholds are 

met—such as bandwidth, memory or capacity. The tickets can then be routed to 

service desk technicians who can head off potential problems before users are aware. 

Being proactive instead of reactive can save days or weeks of resolution time. 

Best Practice #5

Review Top 10 Ticket Generators

The majority of ticket volume is generated by a small group of users, systems or tasks. 

Make sure your staff reviews and analyzes ticketing information weekly or monthly to see 

how the team can alleviate these problem areas through proactive maintenance, training 

or upgrades. Having all this information in a central service desk allows you to turn anec-

dotes into data-driven reports that can supplement planning and budget requests.

Best Practice #6

Integrate with Systems Management

Serving as the central repository for support history makes the service desk a perfect 

hub for conducting other maintenance across the client IT environment. This way patch 

updates, backups, security scans, monitoring, power management and remote control 

are no long done by a hodgepodge of tools. Instead they are centralized under a single 

management umbrella for a more holistic and complete IT systems management 

strategy.

Some MSPs 
assign any ticket 
to whoever is 
closest—
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What You Need to Know 
about Offering NOC Services
The largest MSPs can offer 24×7 service and support. They have their own 

Network Operations Center (NOC) or already get such a service on an outsourced 

basis. Not all are so lucky. Some smaller MSPs can only handle trouble tickets and 

other duties during work hours. That’s bad enough for a local client in the same time 

zone. They want their systems fixed no matter what time it is. It’s an impossible 

situation for geographically dispersed clients. Having limited service hours can 

severely limit your own expansion ability.

The answer for many is to augment your IT staff by ‘renting’ NOC service for hours your 

staff are unavailable. Third party providers offer MSPs NOC services, but so do many 

MSP solution vendors such as Kaseya. The advantage for the latter is the NOC service 

tightly integrates with the MSP solutions you already rely on such as RMM and PSA.

And with tight integration, clients won’t notice the difference between the NOC and 

your own staff. Properly done, the NOC makes you look like a much larger company 

with a far bigger 24×7 staff.

Kaseya customer IT-Guru is reaping the benefits of the Kaseya NOC service. “The thing 

I like most about Kaseya’s IT services is that it’s really an extension of our business,” 

said Joe Axne, president of IT-Guru. “They’re there 24-7-365. Watching over all the 

monitoring, all the noise that’s being created and suppressing the issues… resolving 

the issues on the fly without having to hire staff. They’re providing us the proactive care 

we need. They’re providing that proactive side where I don’t have to hire that proactive 

team here for IT Guru.”

Kaseya NOC Services
Kaseya NOC Services has been built especially for Kaseya MSP customers. Here is 

a quick and dirty description. “If you’re an MSP struggling to staff appropriately while 

expanding your business, or looking to provide your customers with around-the-clock 

coverage, Kaseya NOC Services can help. Designed to let you scale quickly, Kaseya 

NOC Services delivers the monitoring and management services you need to extend 

your existing in-house staff and meet your customer demands.”

Because the service is built especially for Kaseya customers, MSPs can be up and 

running right away.

They want their 
systems fixed 

no matter 
what time 
it is.
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Here are the immediate benefits:

� Scale immediately without expensive overhead

� Meet and exceed service level expectations

� Free up staff to focus on new ways to add value

� Maintain complete control over end user interaction

� Enhance your bottom-line profitability with 24×7 services

� Access to Kaseya’s best practice monitor set and troubleshooting methodology

Virtual Monitoring – 
First Line of Defense
Kaseya NOC Services performs just like an extension of your own staff, except it never 

takes time off. Just like your own technicians, the service monitors client systems to 

make sure they are working and performing properly.

When trouble is found, the service can deal with the alarms, filter out the false ones, 

and remediate the issues based on pre-defined workflows and best practices.

This is not a one-size-fits-all solution. Instead, MSPs sign up for Kaseya NOC Services 

to suit their own business needs. They can enroll endpoints into one of three tiered 

service levels on a mix-and-match basis.

You can also customize monitoring thresholds, and configure notification and escalation 

policies. You maintain complete control over usage, data collection and, especially, end 

user interaction.

More on Kaseya NOC Services
Kaseya NOC Services has three levels. First, you can use it for monitoring only. 

With this service level, Kaseya NOC Services handles the monitoring and the Kaseya 

NOC technical team reviews alarms and escalates the issues that need tending. 

The NOC team also offers troubleshooting advice so MSP technicians can prioritize 

their work, and insure that SLAs are continuously met.

Next, you could choose one of two additional options where the Kaseya NOC team 

uses data from the monitoring service to take more proactive action. Designed to let 

you scale quickly, Kaseya NOC Services delivers the monitoring and management 

services you need to extend your existing in-house staff and meet your customer 

demands. Even better, you have the flexibility to choose the exact level of service 

that’s right for your business.

Kaseya 
NOC Services 
performs just 
like an extension 
of your own staff, 

except it 
never takes 
time off.
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Here are the three levels of Kaseya NOC Services.

Level 1: Monitor

Perfect for MSPs who need access to NOC engineers to help ensure the health, 

availability and performance of IT infrastructure on a 24×7 basis. Count on our services 

to review alarms, filter for false alarms, and escalate issues to your team. You can 

customize monitoring thresholds, configuring notification and escalation policies. 

You maintain complete control over usage, data collection and end user interaction.

Highlights of the Monitor service are the following:

� 24×7 monitoring of Microsoft Windows servers/workstations/network devices

� Access to Kaseya’s best-practice Monitoring Library

� Flexible notification options, including phone, email and text (SMS)

� Troubleshooting and alarm-resolution tips based on Kaseya best practice

� Scheduled and ad hoc reports, providing operational and executive summaries

Level 2: Manage

In addition to all the services in the Monitor service level, Kaseya NOC engineers will 

perform remediation of alarms based on an agreed-upon set of tasks and run lists. 

In addition, you get access to a Technical Services Desk to assign tasks such as user 

account creation, adjusting permissions, resetting user passwords, adding printers 

and printer queues, etc.

Following are the highlights of the Manage service:

� All benefits of Monitor-level Kaseya NOC Services

� Remediation of alarms based on mutually agreed workflows and best practices

� Technical Service Desk, through which you can assign routine tasks to the Kaseya 

 NOC engineers

Level 3: Manage+

This level of service is designed for MSPs who want their IT team to focus on high-value 

customer engagements. Besides delivering all the services in the Manage level, this 

service allows you to offload other common tasks.

Manage+ service highlights include:

� All benefits of Manage-level Kaseya NOC Services

� Kaseya Patch Management

� Kaseya Antivirus and Anti-malware Management

� Kaseya Backup Management

� If this seems like a good fit for your MSP, get a free price quote.
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What is a vCIO? It’s More 
Than You Think It Is 
While enterprises have had CIOs for some three decades, it is only recently that 

Virtual CIOs (vCIOs) have emerged. Invented by MSPs, vCIOs offer SMBs top-level IT 

strategy.

As an MSP, you provide much of this insight and guidance already to your clients.

Who knows your clients’ IT operations better than you and your staff? You can kick this 

informal advising up a few notches by offering higher level, truly strategic CIO advice 

and guidance. Of course, you can’t be on site every day – so as a vCIO you’ll do this 

virtually.

Sagiss is one forward-thinking MSP already offering vCIO services. For Sagiss, their 

vCIO services help their SMB clients plan for the future, looking several years out. 

Their clients don’t just keep pace with technology but achieve greater internal 

efficiencies and competitive advantage.

According to Sagiss, vCIO services help SMBs:

� “Define the useful life of your existing IT infrastructure

� Formulate an IT budget to ensure that your network infrastructure meets all your 

 company’s needs, even as your company evolves

� Ensure operational efficiencies

� Align your business with the rapid technology changes occurring around it”

Core Duties of a vCIO
Working as the consulting arm of an MSP, vCIOs manage multiple clients at once, 

which gives them a broad view of the technology landscape and insight into the 

business needs of many organizations. This exposure both increases their level of 

objectivity as well their experience base to draw on when consulting with any one client.

This person, just like an enterprise CIO, is not so much a pure technophile as a 

business expert who understands how to apply technology to best advantage to 

support the business.

Here’s how Sagiss describes a vCIO’s core duties. “These include aligning business 

objectives with IT systems, formulating a strategic IT plan, and analyzing business 

processes to facilitate changes in technology. Just as you’d rely on a financial advisor 

This person, 
just like an 
enterprise CIO, 
is not so 
much a pure 
technophile as 

a business 
expert...
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for strategic fiscal advice, a virtual CIO should be your go-to technical contact as well 

as a trusted business partner who understands how technology fulfills a company’s 

unique needs.”

By working in new areas of technology all the time, your vCIO staff can also help inform 

buying decision and crystal ball new services to improve your own MSP.

The Benefits of vCIO Services
vCIO services is a radical departure from traditional MSP services, yet at the same 

time highly complementary. In fact, your MSP services already play a strategic role in 

improving your clients’ IT efficiency, saving them money and increasing their revenues.

However, there are huge client benefits from a more consistently innovative approach 

to IT that a vCIO can deliver. With a vCIO service, clients only pay for the services they 

need — which can be very attractive to SMBs who can’t afford to bring on an expensive 

CIO full time.

Larger MSPs can have multiple vCIOs on staff, each with their own specialized 

expertise. This is great for clients who need to engage with a cloud vCIO, network vCIO, 

application vCIO , etc., as their needs evolve.

Even when your vCIO doesn’t have the answer to a particular question, you can 

connect your clients to peers in your network that do.

Becoming a vCIO
Moving to vCIO can seem like a major step. After all, CIOs are big shoes to fill. Do it 

right, and your relationships with clients get closer and your value rises.

There are two ways to staff up vCIO services. The safest route, especially when 

launching a new service, is to hire experienced CIO professionals who can hit the 

ground running. You can also promote from within by looking at your existing staff and 

see who can be trained to step into a vCIO role. This strategy can really work if you have 

staffers that already have deep expertise in issues such as compliance or budgeting.

A vCIO has to be technical, business-savvy, and a bit of a cartographer – all at the 

same time. The latter skill comes in handy in building and updating technology 

roadmaps for clients.

The Roadmap
A vCIO engagement will typically begin with a close examination of the client’s 

computer assets, though this step can be skipped if they are already a client and you 

are up selling a vCIO engagement. Next comes a deep discussion of the client’ 

A vCIO 
has to be 
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business goals, and research into the competitive environment.

And there has to be some discussion of budget that can be applied to the vCIO 

services, and cover new investments in technology. Of course, as with any client en-

gagement, these conversations have to be framed within the context of your 

client’s overall business goals and objectives.

Armed with all these pieces, the vCIO can craft a roadmap where technology is 

harnessed to meet these business objectives.

This roadmap should be as detailed as possible. By signing off, the client is giving 

you permission, though not carte blanche, to pursue the strategy. This way the needs 

are addressed, expectations are set and there is a set of criteria by which you prove the 

success of your contribution.

This roadmap is a living document and should be updated based on consultations 

between the vCIO and client. It is also a way to measure progress, and should contain 

processes and metrics to understand the lifecycle of internal infrastructure, how projects 

are progressing and what is on the horizon and when, and how the systems are 

performing. All this helps you understand the impact of spending, and sets the course 

for future budgets.

IT Complete can Lead the vCIO Way
This spring Kaseya released the Playbook “IT Complete: Your Roadmap in an MSP 

2.0 World”. Here we outline technical solutions that help MSPs achieve success in a 

fast-changing environment, and gain the rewards of building deeper, more strategic 

trusted relationships with clients. These relationships can be strengthened by offering 

strong vCIO services.

Vendor choice is also critical. If you want your vCIO services to succeed, you need a 

vendor who is always thinking ahead, and building new solutions to drive your business.

Visit Kaseya.com and discover the ways we can move your MSP business forward.

If you want 
your vCIO 
services to 
succeed, 
you need a 
vendor who is 
always thinking 
ahead, and 
building new 
solutions to 
drive your 
business.
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Security is an MSP’s 
Job One 
Security is by far the toughest challenge faced by end user organizations today 

— which is why so many small- and medium-sized businesses (SMBs) choose to out-

source their security to managed service providers (MSPs). SMBs simply can’t afford 

the security personnel expense (security experts command top salaries) and don’t have 

the time to do the constant and detailed work it takes to maintain a safe environment. 

Nor is this a strategic endeavor for busy SMB IT shops.

At the same time, the threats posed by cybercriminals are worse than ever, and the 

damage that they do is unparalleled. Keeping up is tough enough. Staying ahead 

seems near impossible.

Security is also a top priority for business leaders. Security is a huge liability and visibility 

issue for companies who see their reputation and business possibly ruined due to 

breach publicity – and loss of data. 

The SMB Cyber Threat
Kaspersky Lab recently published an eBook, Cybercriminals: Unmasking the Villain, 

which provides insight into cybercriminals’ evolving strategies and tactics. Here are 

three items worth highlighting, and which point to the specific dangers for SMBs:

� “31% of all cyberattacks are directed at businesses with less than 250 employees”

� “42% of confidential data loss is caused by employees” often due to well-meaning 

 employees “opening unauthorized email attachments, forwarding sensitive 

 information or storing data insecurely”

� “Hacking a small business to get into a larger business is now standard operating 

 procedure for cybercriminals.”

These evolving cybercriminal practices underscore the reality that proper, up-to-

date security practices are more vital than ever to the health and well-being of every 

company, no matter its size. The risks are too high, and the incidence of exposure 

and breaches is only increasing. For SMBs, the best way to gain proper protection is 

through managed security services.

A Market Too Important to Ignore
If you’re an MSP and you’re not thinking about offering managed security services, you 

Security 
is a huge 
liability 
and visibility issue 
for companies 
who see their 
reputation and 
business 
possibly ruined 
due to breach 
publicity – and 
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should be. A 2016 survey of IT professionals responsible for security indicates that 86% 

were either outsourcing or planning to outsource security services, a 78% increase from 

a year ago.

Adequately addressing security risks requires a many-pronged approach, including 

services such as: 

� Patching and updates

� Audit and discovery

� Desktop security 

� Identity and Access Management (IAM)

Some of these services – such as patching and software updates – are already offered 

by many MSPs. In Kaseya’s latest MSP Pricing Survey, almost 90% of respondents offer 

patching and updates. However, given that this service is seen as ‘table stakes,’ it’s 

essential for MSPs to find the most efficient way to conduct these updates for their 

clients. In addition, there are still a lot of new upside opportunities for service expansion 

for the other three services, with desktop security, audit and discovery and IAM being 

offered by 72%, 64%, and 34% of all respondents, respectively.

The MSP Security Advantage
MSP’s need a top-quality RMM that offers centralized management, complete visibility, 

and powerful automation and policy-management capabilities to reduce security tasks 

from days to hours - or even minutes. The RMM should also be able to spot problems 

before they become catastrophes and allow MSP technicians to head these issues off 

at the pass.

Auditing and Visibility

An MSP’s RMM solutions should automatically discover all the devices on clients’ 

networks as well as all baseline operating information. This information can be used to 

easily identify those devices that need protecting, and the system should continually 

update that list. Based on the audit, key security tools can be applied to end points 

automatically – even if the device is remote (say at home or in a coffee shop) and not 

currently on the client’s network.

Centralized Management

A top quality RMM should offer centralized management which reduces security tasks 

from days to hours - or even minutes. Through a centralized dashboard, the MSP staff 

can keep tabs on the health of the network 24/7 through real-time alerts for various 

conditions, including missed scans, unpatched machines and out-of-date applications. 

MSP’s need 
a top-quality 
RMM that offers 
centralized 
management, 
complete visibility, 
and powerful 
automation and 
policy-management 
capabilities to 
reduce security 
tasks from days 
to hours - or even 
minutes.
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Powerful Automation

A great RMM will allow you to automate both the audits as well as the remediation – 

updating antivirus and antimalware protections, deploying patches and other updates – 

automatically, with one tech being able to service thousands of devices in minutes. 

Here not only is the software pushed out based on MSP-defined policies, but new 

definitions and other security data are constantly updated and applied. 

Policy-based Management

Policy-based automation drastically improves staff efficiency. Discovery, audit, software 

deployments (including third party software), patches, antivirus updates, backup, and 

more, can all be automated based on defined policies that make sense for your MSP 

organization and your clients. You can schedule updates at off-hours to minimize 

impact on your clients’ users.

Meanwhile, an RMM solution should provide alerts for suspicious events at endpoints 

can be set, giving MSPs the ability to react immediately by isolating a suspicious 

machine to prevent an infection from spreading and, if needed, initiate remediation. 

In addition to real-time information, MSP administrators should get plenty of custom-

izable data to prepare reports on endpoint security status and show compliance with 

internal policies and regulatory requirements. 

IAM Services Are No Longer Optional
IAM is a security and business discipline that enables the right individuals to access 

the right resources at the right times and for the right reasons.

The seemingly unending stories of breaches and hacks underscores how critical 

Identity and Access Management (IAM) is today for all levels of players in the MSP 

ecosystem from RMM vendors to MSPs through to clients. It’s no longer a nice-to-have. 

It’s essential.

IAM Evolution

IT security has always been, and will continue to be, dependent upon validating identities 

requesting access to resources. Many industry experts agree that we cannot continue 

to rely on passwords alone to authenticate users, especially remote ones. Ensuring the 

strength and security of the authentication method being used should be of the utmost 

importance. 

Using a username and password is what is known as single-factor authentication.

When a second method of authentication is added to that, the confidence in the authenti-

cation is much higher. This is referred to as either “second factor” or “multi-factor” authen-

tication. There are three broad categories of authentication factors: knowledge based, 

possession based, and inherence based. Knowledge based authentication requires that 
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users prove they know a secret combination, like a password, PIN, or pattern. 

Possession-based authentication requires users prove they possess items that only 

they should have, like a physical key, their smart phone, or an ID card. Inherence based 

authentication tests that a user physically is who they claim to be, often through some 

sort of biometric reader. If an authentication system uses at least two of these three 

factors, then it can be considered a multi-factor authentication system.

The IAM market is expected to grow 12% year over year from now through 2020, with 

an estimated market size of $12.8USD.i

Market Growth for IAM

MSPs should take advantage of this trend, and offer clients strong authentication such 

as Multi-Factor Authentication (MFA). Combined with Single Sign On (SSO) capabilities, 

a complete IAM offering both more security for MSPs and their clients while also making 

end users more productive. 

Multi-Factor Authentication 

Julie Conroy, analyst with the Aite Group, noted with irony that “so many criminal 

underweb sites require two-factor authentication (2FA) for admission” yet so many 

legitimate businesses don’t. 

 “Authentication” refers to verifying the identity of a person. The term “factor,” refers 

to the different types of identity tests someone must successfully complete to identify 

themselves. For IT security, these factors often filter down into three broad categories: 

Knowledge (Something you know)

This is the factor upon which password-only systems rely. To pass a knowledge factor 

based test, you must prove that you know a secret combination, like a password, PIN, 

or pattern.

Possession (Something you have)

To authenticate using this factor, you must prove you possess something that only you 

should have, like a key, or an ID card.

Inherence (Something you are)

Inherence means something that is inherently yours. In the context of authentication, 

that usually means a unique physical or behavioral characteristic, tested through some 

sort of biometric system like a fingerprint reader, iris scan, etc.

Multi-factor authentication requires a person to meet at least two of these authentication 

factors, and because of this the security advantages are clear. Techniques to discover 

passwords emerge regularly, but the password alone is useless without the second 

authentication factor. 

The IAM market 
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Single Sign-On 

Single sign-on (SSO) is a system through which a user gains access to multiple web 

applications and websites via a single web portal. Once the user has logged into the 

portal, he or she can access other resources without having to enter additional user 

names or passwords. 

As with any identity management application, security is a critical consideration for 

SSO systems. Single sign-on is best implemented alongside a multi-factor authenti-

cation (MFA) system, to ensure that only authorized users are able to log into the SSO 

web portal and the resources to which it allows access.

Policy-Driven Security: Creating 
World-Class Security Offerings
With automated solutions that handle your core security and authentication needs, 

most any IT shop can turn security into managed security and reap the economic, 

productivity and protection benefits such an approach affords. 

The best way to keep these endpoint devices updated and running, not to mention all 

your servers, is automation. Consider automating as many of your client’s IT functions 

as possible, including:

� Discovery of computing assets including non-approved apps

� Safe and disciplined software deployment

� User privileges and access

� Auditing and reporting

� Malware and virus updates and interdiction

� Detect system problems such as a breach and provide remediation

Policy-driven security, often called policy-based security, makes it possible for 

companies of any size to right-size their security procedures and deployments. 

And when this approach is combined with automation, you have a self-running 

system offering consistently high levels of security protection.

Kaseya VSA and Kaseya AuthAnvil enable MSPs to deliver rich and policy-based 

security solutions. In fact, VSA delivers pre-built automation templates that are based 

on real-world best practices derived from customer experiences. These templates 

can be quickly applied to easily deploy protection across the network to all required 

end points, and to ensure this protection is always up to date.

There is deep flexibility as part of this approach through selectable security posture 

levels. This means that there are pre-built levels of security monitoring (think something 
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similar to highest, high and regular) from which technicians can quickly select and 

enable the appropriate level of scanning and remediation for workstations or servers. 

Security posture levels can be applied to individual devices or groups of devices 

guaranteeing compliance with internal or industry standards.

Kaseya VSA and AuthAnvil together provide robust end-to-end security protections, 

from simplifying patch and software updates, continually auditing devices to ensure 

they are up-to-date with all antivirus/anti-malware protections, controlling user 

privileges and access, as well as monitoring to detect potential system breaches. 

The deep built-in integration between these solutions allows even further protection. 

For example, if an MSP has deployed AuthAnvil on their client’s systems, then even 

if hackers were able to create rogue accounts, they would not be permitted to login 

as they would need 2FA during the login process. This protection would be in place 

whether the hacker tried to login directly to the server or through a remote control tool. 

Even better, VSA’s monitoring system and alerting subsystem to alarm staff if the health 

of the strong authentication subsystem is in any way compromised, such as an admin-

istrator trying to tamper with the Credential Provider. 

In a nutshell, AuthAnvil working with VSA provides MSPs - and their clients - robust 

protection to both prevent breaches via MFA functionality, as well as monitoring and 

alerting to quickly uncover any unauthorized activities. 

i http://www.marketsandmarkets.com/PressReleases/identity-access-management-iam.asp
ii http://www.csoonline.com/article/3083106/data-protection/pci-dss-3-2-the-evolution-continues.html
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Customer Management 
As with any relationship, it takes hard work and dedication to keep MSPs and their 

clients aligned and in synch. The worst situation is when you believe everything is fine, 

but you find out too late that there has been a fundamental misunderstanding. Maybe 

your client won’t dramatically throw a drink in your face in front of a restaurant full of 

people, but it will still sting if a client walks out the door and moves on to another MSP.

So what should you do to avoid this fate? You can find guidance in rules that govern 

any type of relationship.

First Set Your Expectations 

If you don’t know what your ideal clients look like, you won’t recognize them when you 

meet them. So take a good look at your organization, your IT team, and your business 

goals. What type of clients are you best able to serve – and to serve well – over the long 

term?

List the criteria that make up your ideal client. Don’t worry about having too long a list at 

this point.

� What size company, both by revenue and employee count?

� Which industry or industries? Are compliance regulations a plus or a minus for you?

� Do they want cutting edge IT services, or just enough to keep the business going?

� How do they view IT? Is it a business enabler, a competitive differentiator, or a 

 cost center?

� How mature is their business? Are they in a growth path? Are they intending to 

 make acquisitions?

� Are they looking for an IT partner or for someone they never have to talk to?

Of course, just because you have a list doesn’t mean every client will meet every crite-

rion. But with a clear vision of the ideal client, you will more easily focus on prospects 

who fit your business plan. On the flip side, it will help you more easily identify prospects 

(and customers) who aren’t a good fit and offer a higher risk.

Stop Pretending They’ll Change

You know who I mean – the clients who are hard to manage and hard to please. 

This can happen either because they have unreasonable expectations on service 

levels or because their company falls far from your targeted ideal client.

In fact, these clients may have started as great clients – but you and your managed 

service practice has changed. Maybe your practice has taken on an industry focus, and 

a client isn’t in your sweet spot any more.

If you don’t 
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In any case, it can be hard and it’s not always fair, but you may have to ‘fire’ these 

clients.

It’s easy to see the risks of firing a client. The primary fear is that you won’t find another 

client to replace the one you fire. Or maybe you’ve invested extra resources to acquire 

and retain this client so walking away feels difficult. If so, stop focusing on sunk costs 

(resources spent on the client to date) and start thinking about opportunity costs 

(potential profits you’re missing by NOT working with better clients). To help pivot 

your point of view, run the numbers on these difficult clients to get a clear view of the 

percentage of resources they take from your company versus the profits they deliver.

If you don’t get rid of the problem clients, or even just the ‘don’t fit any longer’ clients, 

you won’t have room to take on better clients. At a bare minimum, you need to make 

some kind of change to the relationship – such as increasing charges to compensate 

for the additional time it takes to work with them. 

Honesty is the best policy

Breaking up with a client may or may not require tough conversations, but they will 

require honest conversations. You can always try the ‘it’s not you, it’s me’ refrain. 

There are times that can work. However, a better approach is to be honest and 

professional to the end. Most importantly, identify a path forward for the client.

Here’s a good start on a script. (You can find other scripts here.) I’ve added notes to 

indicate where you could customize the letter for particular circumstances. Have this 

conversation in person, with a letter to leave behind documenting the conversation:

[Name]

After doing strategic analysis of [your company’s name]’s long term goals, we’ve decided 

to shift our focus to serve only a specific subset of customers going forward. [Note the 

industry or subset you have identified.]

With that said, I regret to inform you that we won’t be able be able to support [client 

company name] as of [date].

We are committed to making this transition as smooth as possible for the remaining 

[number of days]. As you move forward in looking for other providers, we’d recommend 

[service provider] or [service provider].

In addition, below is a list of next action steps you can expect from our team.

[list of action steps]

It has been a pleasure working with you and the rest of your team at [client company 

name]. I wish you all continued success.

Breaking up 
with a client 
may or may 
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tough 
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Now Manage Their Expectations

In May, Microsoft published a report that showed the average person has an attention 

span shorter than a goldfish these days. (In which case, thanks for making it this far in 

the chapter) With multi-tasking and constant digital interruptions, we go from this email 

to that text to this online meeting back to that email.

You can’t fight this tendency, but you can adapt to it. Consider ‘expectation setting’ 

a continuous process that happens before, during and after (long after) onboarding a 

client; and through many mediums, including email, reports, in-person/phone meetings, 

online dashboards.

� Prospect

Be clear upfront on the services you deliver and how you deliver them. In addition, the 

more information you can gather on the prospect’s true IT needs, the more confident 

you can be of your expectation setting. Many Kaseya customers appreciate how quick 

and easy it is with Kaseya to discover a prospect’s entire infrastructure, so that there are 

no surprises or gotchas once the client has signed the contract.

� New Client

A documented onboarding process should clearly delineate what needs to be done, 

who needs to do it, and the timeline for the onboarding process. No detail or wrinkle 

should be considered too small to document.

� Existing Client

Don’t forget the small ways you can set and manage expectations daily. If you field an 

inbound helpdesk ticket, let your client know when you will get back to them. And then 

do it. Even if you don’t have the final answer or the solution to the problem, set up times 

to touch base and catch up on the problem.

Don’t Let Them Take You For Granted

If you do your job well, your clients may start taking your work for granted and not ‘see’ 

the value you provide. Of course, this is a good problem to have – the more you solve 

problems without your client being aware of them, the better job you are doing. 

However, you should consider that each client is different and most will need reminders 

on how wonderful you are. Set up regular meetings (at least quarterly) to review the 

status of the client’s infrastructure, discuss any regularly occurring help-desk tickets, 

and uncover any future business plans that might impact your service delivery. 

These meetings aren’t about upselling, but about assessing the client’s plans and 

preparing your staff to prepare for any changing requirements. Some clients may need 

regular reports that make your value more visible, such as number of devices under 

management, mean response time, server uptime, CPU utilization, antimalware 

activities, patch and upgrades statuses, etc.

If you 
do your 
job well, 
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start taking your 
work for granted 
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Any good relationship takes work – trite but true. Taking the time to be clear-headed 

about what works for your managed service business – from the clients you want, to 

the clients you don’t want, to the technology to support collaboration and transparency 

– is worth the effort for a lasting, mutually profitable client/MSP relationship. For more 

tips on client management, download the complete MSP Guide to Growth.

Are you Doing All You Can 
to Keep Clients?
If you are regularly losing clients, or losing customers you wanted to keep, your service 

may not be up to snuff, argues Gary Pica, President of TruMethods in a recent blog.

And if your service isn’t top notch, it is tough to increase your prices or promote service 

bundles. And sometimes your service is excellent, but the client just doesn’t understand 

the value.

The biggest question you must answer comes from the client. “If our IT service is 

already fine, why should I spend more?” Pica pondered. In too many cases if client 

systems aren’t crashing, they assume everything is okay – when it reality it could be 

much better.

This is where education comes in – you should carefully explain the value you already 

provide and how that value could increase with more services, bundles or premium 

offerings.

“Expand their definition of fine. For MSPs, the definition of quality service entails a 

lot more than avoiding crashes and talking to vendors on the phone. Clients need 

predictable performance, functionality, reduced risk, capital cost and boosted 

productivity,” Pica wrote. “Explain the true cost of IT service. It’s the people. How is 

your client’s team productivity impacted? This is about more than paying a bill for IT 

services once a month. Companies may be losing profits when computers aren’t 

working, issues are constantly coming up and employees are calling and waiting for 

returned calls from their current MSPs.”

The Right Tools for Customer 
Management
As an MSP you likely use a Remote Monitoring and Management solution such as 

Kaseya VSA to keep client operations running smoothly. But your relationships with 

clients can improve with another solution – a PSA offering such as Kaseya BMS.

Professional Services Automation (PSA) software has been around for decades and, 

in too many cases, is getting long in the tooth.

If you are 
regularly losing 
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Most of these tools were originally built for general-purpose business use. Later, PSA 

tools were created especially for IT implementations. Because these focused on 

technical projects and tasks, it was a big step forward but, for MSPs, it was not nearly 

enough. Solutions built for internal IT departments are not of optimal use for service 

providers. These IT tools are overly generic and are designed to be used by dozens of 

vertical markets. Serving this many masters dilutes these PSAs’ ability to serve MSPs’ 

unique needs.

There are many items that define an MSP-specific PSA, including the ability to work 

tightly with other key MSP software solutions and to directly manage MSP projects 

without a lot of tinkering or configuration.

The Importance of Integration
MSPs live and die by their Remote Management and Monitoring (RMM) solution. It’s 

within the RMM that the serious work of monitoring, maintaining and fixing IT systems 

takes place. Meanwhile, the PSA is where the serious work of running a services busi-

ness takes place – tracking time and expenses, managing projects, handling billing and 

finances, managing the service desk, and performing CRM tasks.

Integration between the RMM and PSA is one measure of a next-generation PSA solu-

tion – and one indication that such a technology has been built with MSPs specifically 

in mind.

Proper Pricing
MSPs use PSA software to become more efficient and effective in how they manage 

their business. But the PSA, unlike an RMM, is not responsible for creating revenue. 

Therefore, the cost of the PSA tool is critical. The PSA should be inexpensive, and 

have all the features the MSP needs so there is no expensive upsell. This way, service 

providers can invest their hard-earned profits into new services and staff that will drive 

new revenue, not into PSA software.

“All core PSA functionality must be included as standard for: Billing, CRM, Project 

Management, Inventory, HR, Contract Management, Service Desk/Ticketing, and 

Reporting,” argues Fred Voccola, CEO of Kaseya. “It no longer makes sense to have to 

pay more for add-on modules to achieve the efficiencies that are required today.”

Low Cost to Manage
The acquisition cost is just one aspect of the true cost of a PSA. You must also consid-

er how much the software costs to administer, implement and manage. Here is another 

area where legacy PSAs fall short – they are too cumbersome (and, consequently, 
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too expensive) to use. This is because the MSP is trying to get them to do things they 

weren’t designed to do, while at the same time trying to cut through the clutter of 

functionality that isn’t relevant to an MSP in the first place.

“Often, first-generation PSA solutions require a half- or full-time IT resource at a cost 

of $50-100K a year to configure and customize their PSA solutions. This resource at 

MSPs is typically a tech that is doing ‘double duty’ as a client-facing tech as well as the 

internal PSA administrator,” Voccola believes. “Due to the heavy admin requirements, 

most MSPs suffer from a lack of functional integration with their PSA since they either 

do not have a dedicated admin, or have to assume a HUGE cost liability due to hiring 

a full-time admin or using consultants.”

In contrast, a next-generation MSP-built PSA focuses just on what MSPs need to 

accomplish, making them easier to operate and instantly and deeply useful. This lowers 

the administration burden – by as much as 80%. That is a serious staff cost savings 

and a great boost to efficiency.

It’s not just the admins that benefit. A purpose-built MSP PSA is easy to use for all MSP 

staffers, including office managers, sales personnel, technicians, and billing profession-

als. And, being easy to use, the right PSA greatly reduces the cost of training new staff.

MSP-Specific Project Management
It’s no surprise that MSP projects are far different from generic business projects and 

general-purpose internal IT projects. A PSA tailored for managed services won’t just let 

you handle outsourced clients, it will help you win them as well. Since you, as the MSP, 

will be fully equipped to handle your client’s first onboarding transition, you demonstrate 

your ability to manage additional, more complex, projects.

“Assuming the MSP can demonstrate externally and internally that they can manage 

these transition projects flawlessly, the MSP will be able to secure AND deliver on the 

very lucrative managed service contracts to outsource large-scale operations with the 

larger SMBs,” Voccola argues. “Strong project management capabilities for an MSP-

focused project management system automatically tracks and manages all inventory, 

people, contracts, billing, and so on that are tied to each and every project.”

A next-generation 
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Successful Cross Selling 
and Upselling
Many MSPs grow by constantly acquiring new clients. But when these are one-off 

engagements based on a single service or break/fix contract, clients can leave as fast 

as they arrive. That’s the kind of churn that keeps MSP executives up at night.

A better way to go is selling sets of services, all managed by your firm. This is the whole 

idea behind service bundles. Often, MSPs package their services into two or three sets 

of bundled services. 

But how do you increase the number of services a client outsources to you after a sale? 

There are two mains ways: cross selling and upselling.

Defining Terms

These two techniques are distinctly difference but share essential common element. 

Cross selling is where you engage with a client about one service and then promote 

other complimentary offerings. 

Upselling is a bit more imprecise. For some, it can mean any additional new services – 

including cross selling, where you approach an existing client and try to sell other 

offerings. More often, upselling is offering a higher-level version of an existing service — 

such as a service desk — with more personal attention or longer hours of availability. 

This is similar to a car salesman who tries to sell you a higher-end version of the car 

model you are looking to buy. 

But don’t get too distracted by all this nomenclature. Many people use the terms 

interchangeably. 

What matters is that upselling works. Just look at JetBlue which sells more legroom 

through its “Even More Space” initiative. This alone brings in more than $200 million in 

extra revenue a year. 

Cross selling also works, and Amazon and McDonald’s are prime examples. Amazon 

makes a third of its revenue through cross selling, and anyone who has bought anything 

from them is familiar with the “Customers Who Bought This Item Also Bought….” And 

“Frequently Bought Together” pitches. McDonald’s used to ask if you “want fries with 

that?” and now just sell you a Value Meal which is really both cross and upselling. 

McDonald’s 
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It’s All About Good Client Relations

As long as you have good client relations, both approaches should work well in the 

MSP world. That’s because your clients know you, trust you, and have faith that you 

understand their business. 

For you, as a business owner, it is an ideal situation. You should be having regular 

meetings with your clients where you review current service status and outcomes. 

These regular review sessions are times when you can naturally discuss your client’s 

longer term strategies or IT plans. For instance, you may be protecting your client’s 

network, but might discuss with them how they are interested in moving email and 

productivity applications to the cloud. In this instance, you could offer a solution to 

manage their new Office 365 system. 

Taking it one step further, you could offer that client backup to more easily protect their 

data. And now that they are more dependent on the cloud, you could sell them a service 

to manage their network and minimize downtime and optimize performance. And so on. 

Tips and Tricks
Create Service Bundles

By having pre-set service bundles, you can show that these offerings are fully supported 

and operational. At the same time, you’ll have pricing information that demonstrates the 

great value of the additional service or services. You can use these pre-defined offerings 

to both cross and upsell.

Focus on Larger More Loyal Clients First

To increase your chances of a successful sale and one that maximizes revenue target 

your largest and best customers first. They are the ones with the biggest budgets and 

the largest potential for requiring multiple services. 

Once the new service(s) are working, that client may also be willing to serve as a 

reference. 

Make Cross and Upselling Part of Customer Review Meetings

As referenced above, many pundits recommend MSPs hold quarterly reviews with 

clients, along with a more in-depth annual review. As the meetings are focused on 

strategy, they provide a perfect opportunity to learn more about your client – both their 

business plans as well as their larger IT operations environment. Talking about new 

services, or an upgrade to the services they already have, is a natural outgrowth of 

these conversations.

You should 
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Make a Deal

One way to break the ice is to offer a trial. This may cost you time and money, but there 

could be long-term revenue to come. 

Part of the deal is a good price. But you could offer other incentives such as the first 

three months free based upon a reasonable commitment, or added features for free. 

At the same, make sure you don’t underprice – then you’ll be stuck with it! 

Don’t forget your sales team. There should be special incentives for sales selling 

additional or new services. This makes total sense since these deals increase MRR 

and profit margins, and dramatically reduce churn. 

Sell Value Based on Clients Needs

The key to a successful cross or upsell is to anticipate true client needs and only 

promote solutions that meet them. This might take a bit of research in the case of an 

initial engagement. If it is an active client, you should already understand what new 

services would make their operations more successful. As mentioned earlier, a great 

time to promote new services to existing clients is during quarterly or annual business 

reviews. 

The key part of this approach? Listen first to what the client says, and after fully 

absorbing these views express your own well-founded opinions leveraging your status 

as a trusted advisor.

Don’t Be Pushy

On a related note, no one likes a pushy salesperson – especially one who is blind to 

customer needs. Be sure to promote only solutions that provide true value and a 

positive ROI for your clients. 

And time your pitch and frequency of pitching so that you’re not trying to sell every 

time you talk to the client. You want to match your efforts to when the client may want to 

buy in order to maximize the impact of your message – and your reputation as a valued 

advisor – with your client. Make all your pitches, whatever form they take, completely 

user-centric. Sometimes less truly is more.

Dueling Benefits 

Cross and upselling should benefit both the MSP and the client. Here is how it can 

work out for both sides:

Customer Value

� Derive benefit from integrated, fully managed services

� Better value through economies of scale 

� Leverage MSP relationship as a key client

� Single source of billing and support

The key 
to a 
successful 
cross or 
upsell 
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true client needs 
and only promote 
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MSP Value

� Less churn

� More MRR per client

� Higher margins

� Great references

� Closer relationship that leads to trusted advisor and hopefully vCIO engagements

A Winning Hand:  21 Cards to Play for Total MSP Success  |  Number 21

©2016 Kaseya Limited. All rights reserved. Kaseya and the Kaseya logo are among the trademarks or registered trademarks owned 
by or licensed to Kaseya Limited. All other marks are the property of their respective owners.

Learn 
more.
Click for
Part I & Part II

38

http://www.kaseya.com/resources/best-practices/winning-hand-for-msp-success-part-1
http://www.kaseya.com/resources/best-practices/winning-hand-for-msp-success-part-2



